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ABSTRACT 

Instructional Management must be carried out so that 
it is responsive in an accountability sense to the social system; 
there must be negotiation and communication among a variety of 
parties; and the work must be understood^ accepted^ and supported by 
all key participants. Communication is needed to establish and 
maintain the system^ to resolve problems and improve negotiations^ 
and to provide information to everyone interested in the instruction 
process. The author discusses some of the research by the Far West 
Laboratory for Educational Research and Development into the 
relationships between personal variables and administrative styles. 
He also describes a simulation that attempted to learn how the 
differences in the effectiveness of the performance of elementary 
principals might be described. (JF) 
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PRCG-l^M; Page /,S FOR m^^S:; UPON DSLIV^Y , 

Tvo 'Zon ronkf:; vore on a pi.lf;rlr.age. In the cour::e of their travels they cairio to a 
ctreari ti:c:.t vcc; vdcki and dcon, I/hile they ctood hesitating, one of their! obcei'^/ed an 

• attractix'c dov*nntj'e-ja in the fiaiTiC prodicaiTiQnt. Iruriediately he Fjado hit^ vay to her 

s.vle, Ijoldl:/ .lifted her into hir> aiTii.s, forded the nti-ean, and roit her dovm on the other side* 
Vhen Mr. cc-npanioji joj.nod bin t}:oy rerAiraed tlioir nourney. After val.lcing hfilf an hour in 
sile.r;ce, the jjccoiid irionk turned t-o the fir^j-t and cuddenj.y blurted out: "Brot]-ior, it vms 

. v;ron-; of you to tsho thiit jO\irig voirian in-oo your ai'rrrj and cvoot^ ti:c r;trcaii3 vith hsr. You 
knov; tlir.t ;:e 3::on]cs are forbidden to touch a vrOMan. " Peplicd the firr.t iionk: "I mt her 
dov;n on tiio other side of the strewn; you're still carr;d.ng her." 

l!any of r>till 'ja:/ry v.dbh u.*? idea:^ and perceptionG that don^t yquare perfectly ydlh 
today ^ 5 eciucatioj*:aI realities. Iii that nenr^e v.^h-^e a little like the trnaubled irionl: 
IH^e ju^rh nontioned. 

But there ^'5 one educational reality that you arj adiiiinir.trator:-., and I, rcpre^entiji^^ a 
non-pix;fit K * 1) a^i^iency, both Gharo and both carry v;ith' us todayc Thei-e fsir.piy isii^t 
enoi5c?h fundiz;^ to do our ;iobG the v;ay ve^d like to do thein. Your flrcal problor:::j got pjnple 
attentic'^n in t.ho pr-ess oo both you and I are only "teo Jcaenly axjarci of t}:er:. 'I'he nrobiej" 
of fnnclv for rM) ha:; been ^.:ell-:jtc; tod by Joi':.*o3/i Zachar.K"..G, The i^ailroad incu.^rli'y and tSie 
school incufj try each lun at about one hundi*ed billic;n dol^lar^i i:cr year; each htw. repent lesr. 
■iihtm tv.o-- tenths of one ytzr cent on reforru* Accoitiinr; to Dt. Zachailr.r:^ the '.yL'.b'l.ic is 
siiiiply not yet idllir;:: to tldiili in toi^ns of five per cent ~-five billion dollar:.^ a year — 
for the processes of ii::piovinc: .education or the railroads* 

iio much for rioney ~- at least for the monent. 

"To evea-ytliinr; there is a seanon, and a tirie for e^ery purror.e«,.A tiTrc to cast avay 
rAouor^f ?'.nd a tir.o to p^atrior stonor^ to^jetlior," Since today ±t\ iiunda;/, I tnust that you*ll 
forf',ive for ownin[i on thio note, 

But I do think that r.oirio nf ]ry ren?U'kp today vili Ijave tJie anroarance oi" ca:;tin:'; ntoneri— 
if net at you j>orson.'?lly, at loar-t at the nyr.:tcir.G you are Ginyjloycd in, I rniO},:ocx. I vdll 
r-ecn ciltica]. ol' school ac;::!inictration in fcnoral* and a {goodly nunbcji' oi' tiio.*:;^; v/i^o arc 
I-j.r->re;:.£:io:i':lly enf;;:;:;cd in it. 7ou ^^^icht oacvily decide tiiat I l^ave Itittlc or no a7jprcci.!ition 
of the 5?:a}jy acco:.vplir,hrr.ontn of our public nchools or of ti'jo dedical'icn and r:kJ.13,r> of those 

t^k-Ao op^i'oto ther.., ;!ou jnjr^ht alr-o decide that I don't undorDtand the coT.iple:LHy and 

g^difiicultier; of ^scliool ad:^J.nii;tration. 

■ So let r.e s;ay fi:bt that tJie Ainoj/icrn r^chool syrster: iz one of tlie ber^t xn th.o vo'iLd. 
^i^orio ai'o bettcnr thJ:'.n ours .in one or anolhor \:ayc but, on balance, cur:: 5/j i'jirhty (;ood« 
'h could r.rxrnd cvir tJ.ne torrrtnor conp;i"atulat in^{ oirrrjelvcn for trie v^any cx^ell'jiicoir. ti'jvt ;.c 
O ly. rccc.':nl:r*ie. Or \,c could look at G0i;.e of the? vi/pi-ouii cii l:!.cir>r-iG that arc rif-ii'bly ox' 
T'^lpAQ^y leveled at ov.r Gchoolo. 

. . -.r.oro 
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You vho adT.iid^tor TjChoolp stanc: under a aons'Uint barrrjf^o of critici.sri* In the 
Sa-n P.i^ancisco uov.c nociia I iiavc yot to find a pnr,.li. iyo feature! r.tcry aboiit cchool 
aclninistration* The- nevsinp^vis instead seen to delif-ht in aJjnoct daily accountc of 
adirtini a brative Ghortconinf;G# I how that the rajor riodia in your citicn shov: better 
baloncGo The ytoriar> that v;o f-et in the Bay Area, taken at face value, invariably blv-tie 
ad::dniritrative failuref> for the troubles- that are all top virdble in California schools, 

Leto take a closer look at the problens, 

Scliool roci;>onci.biliticn are expjindinf- vci-y rtn)idly. Today they include concern^J that, 
in the past, vore dealt \;ith by the home or other social inr^titutions. You knov; thojifi ell — 
transpoi^inr: pupils to and fron school, ser\^^nr; lunch and scnc times breoJifast, \.x)rryin«]; 
about nor;d ceveloxcicnt, offerin/^ sex education, tr;^n(:; to prcn^ent dini{^ abuse, providing 
vocf'.tional guidance, and so on. It's ti\ie that the genei'al public strongly supports laany 
of tiieso ai-cas as proper oducationaJ. concen:is, but many parents, many oduoators, and many 
taxpayers don't i-ate thoirj as the pilrno focus of education. Yet there iv^^s a tirjC. ^;hen \je all 
fif^roed that education's p}-i:r.e task v7as simply providin?^ piipils ,\dth opportunities to leai-n 
to read, to vrrdtc, and to fi^';xire. 

School responsibilities are vddorang in other ^vfays, too. You're asked to york v/ith 
greater nun'ibe:'s and fjreatcjr varieticjs of clients, vith a v.ddor ranr::o in levels of 
achdevenent ozrxictod, Youh'O asked to correct social injustices, like equalisation of 
econoriic oprAorumities and racial integration. The tasks set for our schools have provm 
beyond the resoiirces taivpayers are \:il].ii:g to provide* 

Th\;s the situation you face as an administrator is one in v/hich the chancoo for failure 
easily outi»anM the chances for success* You can viev that as a persona], challenrje. Or you 
can siraply use it as a satisf actoi7/ e>:cusG to explain any faiiU7-os that may be occurring;. • 

You knov; better than I that your siuation is novin.y throur^}'! rapid and dramatic c>!.in[;e. 
You k-nov;, too, that in such u crucible tlie compjitoncy of each role*-ployer -./ilj. be measured, 

Kapid shan;;cs have tiiro^.^n the role of school administrator into a state of buj:i.n2 confusion* 
But there '?.re sono fclrly clear trends, fron which a nev; and clearer role is l:Il:ely to eruer-go.^ 

Let's lool: at a handful of triose ti'onds and thou ti-y to mesh thorn vith sojtio nev: comj^etencios 
that v.dll be needed if yoi: arc to bo able to meet the chal].cn^^:es and opr.or-tnni.ties loOiViin/; 
on the horis'.or*. 

The most obvious trend comes from the doc].i.ne of in loco nai-orhis,.. h'ncn you and I vent 
to sci'ool, tcaciiov*s and adr;.inistratoa'S ^.-ore looked \iv to as authority firparos vho cuuld 
sia,^:sOst, command, or othenriso act in vjays very sj.mllar to the v.-ays oiir paicnts acted at homo, 
liov that sitiuition has chan^jed radically in many schools, jXirhaps in riost. Children mature 
earlier and novo tov/ard adult toIos earlier. Persians this dovelopmont con be vie^.-cd as a 
positive sir.n, but it has clearly made our hif^h schools and junior hir;hs TiOisier, dirtier, 
and loss orderly than v/hon v.'O verc teona/^crs. 

. A2iother trend centers ai*oim(;. the concept of accoimtabilit.v* Yoi; don't need more vr^rds 
from r.o on tlus topic. The nor;ds and prcblonis ivive been vjol]. Cirt;':UGd in your .1ourna].s and in 
popsi2iir r.oaia as vrell. j^at isn^t it amiir-iiri^-^- liov little school _prL'Cticies have chan^;'cd nov; 
. that accountc'.bility i";as OGini t:dked about so fulD.y for so lonf-;? Resources have been used 
to move tov/ai-:] accountability, but vhoro are the }>jeasurcid results? 

The Stull Act i.n California is only one oramplo. Oar state lerdslaturo has tzled to 
introcivvce accountaoility into tiio operations of sci'iools that enroll 10 ];crcent of t!]o nation's 
child^-on. Obviously ler.:islntion can spur som.cj. action., bnt it csnnot provide California 
adj.-iinistrLtoi's v/ith the co:.iT.)Gtoncios t.hoy \;ill need to cari*y out pro;;r::::-.s that v.dll v;ork under 
th-?^ i.Ku-:d;i:te. These coi^patoncics will hc-re to be learned by tlie administrators tiicmselves* 




/.cccu:n.ab:Llii:.y ir. a ver-j tric3:y ai-o:;; it^fi loaded \;j.th D.otri nj; tocbnic:'.! p?Aoblcr;r», like" 
finrlinr, dopc::u:.Ldv:j iric:.-u:uror, of punil ac!:iovev;.ont» Or lj.ke fxf^iirinf; out IjOw to fit 
reswr.Dibil.lty tor ric).iuvu^:03it (or Inch oT it) latli individucG. ix:rroir.r:nco« Then there arc 
thofio ctic]:y p:)iitict\l qviortio;::; thct br.il up froi:i orr.iini.'/.c:! ;:c:\ehor r-rcjup::* So vhon you tiy 
to ajr^O.y accor5iih:;.l)iJ.ily to oiir;-;oir::'; in::tractio::::l .proyrcunr. in your j:chools, you face vhrit ir» 
probr..l:j,y the :no:rl troubleoono probler. in education todny. And It's ctill. uni-CGolVGd. 

TijG r>cr}Col adr^inir.triitor's rolo i:5 crai^l^t up in anotbcor area oi' chr.nfjc: Tliat of 
•co!:ii:;ar.ity or v>ub3.j.c involvo:..cnt. Your bui-^inor^s i^ one of oroa^atinf' 2choolr>, and no\; 
coifiTiuarlty fji^iip::, parents, ta;:pnyers, r;ovorn:::onta]. intorosts, and ovcnr jjtudontf;, v/ant to 
help you run your buj:i)icrOir.» Pino c-nu dandy, if al]. tho:>e f-roup:j had alii-'ilar intcrectr.. 
But they don't, ao you kno.u all to \;g11, i)o your role booor.:or: one of riGdiatin{-; coniMictdnc 
demand::. After lonr; debater: and often lonf';er delays, you rzuDt }:vdkQ Qeci::ionc tljat are, at 
beet, cDuprord^jon:* 

In ^uch a situation, ho;: can you lead or chovr initiative? How nuch of you:' encrf.i:y is 
sapTxid by try:in:': to rcGolve suci; conlMiatu^? ibv; K:uch tii?.o. can you give to inovin,^ youj' 
scLoolr. ahead tov'L:r*d. richo'i' fulf ij.lr.cn'b and {ircator achiovcjr.ont if you rmcX devote your ti'iive 
to niinplj' i.:aintainin[;; the present orgar;n.r.ationV 

Another najo:* ti'ond— -orie I'ri cure you '"enjoy" cqurdly ar. nuch* — Is the r.ovf::]nent tovv.rd 
collective action by neir.bor^; of your toachin-^ staff. Teacher aii.'joclati.on?;. and unions have 
gained trer..endou::. pov:er in .-^cliool op:)i'ation3» Tl:cy bcf^an \dth do!::andG i'or iriprovod econoiaic 
and \;or^cin:7 ccrdi-ulon::;: nov; thoy are exte^idiii^ T:.helr in tores tL; rapiiily into inonafjoinent of 
the inr.'t:viction',..l prccocs itr:olI* at all lovcl^o ib you goo tjcL:: :,iovo as loftier 
p:;ofe35ional.i;".rA on tlio ])art of toachern, or afj a u-ay of increoinr- their pov.*er in z'olation 
to you a^; ad:: -ini a "L-r ators? I uertai.nj.y c:;.n't predict the ontoo^r.-c of thin no\j strarr/.-lo, but 
it t:eej:^r: oDyior;^; to' ine that ai:y ac^r-ini rrtrator v;oi'::i:":r-: v.dth thir: t.?et of pro'iixleMS v.dlJ. need 
coT;n:otencien that r!:or;t of your colleaf'ao:: have rarely needed , in the [Xi-ot. 

Me should v.iontion one r::-o?'o tronc) that'n been [•■oinr^ on lon:'^-:or than tlio oT/Jier^, but that 
has; recently bc-:"T:n to -nve :;:or';; bri^^icl;;. iici'C 'Vr, refcrrin;-; to the v;a;/ lavs and ivrnalatio^is ; 
are boin;: par^r>.:d to codify fo:.* ijrooodu:'::!:: under vhi.ch :3c}:ool;^ rm^t bo op^rriLod, T.hon 
yon v-^rf^ trail.' • ^"or your p/OGent p3;:ition, ycxi had to pxxt in a coodly r^:,::?uut of tine 
learning abour. rchool ].a\:» ■ :ir. u the prol.;lon iini't jiuni to bo rure y^u co:;:]uy -'ith detailed 
and ;:;pacivi.c f'ocv^rd, j^tai;':^, :^nd 1oc;Cl_ otalvato:* « It*n clr^o tiii^t thero are lot.s oi' then, they're 
coii-'plc:':, r:rid oo7;:e of the}* oven contain conflictinr' provif^ion:-^ or ro--ulij.tinn:'* \/:iy a*^-a 
t}ior? T-!r)r'i tod?y? Bir;rx).y }K:cri)zo tho. fcdervil ;:ovorariont and the courts ;-r.ve beao^ne r:oro 
conceraod abouo p^:blic ediur-tion, Ka a reault, riaay of you no*; iriunt opr^ra'V'' pro ran; t);rit 
v-ere invented and ••::indated soj:-evrhei*e elfio innto^id oi' acoutiny for dptionr:j on your ov;a 
initi'itive. 

In lhcr>e r.jr:*^rkn I've referred oevcri^al ti:'ie:i to novj cojinet:*^ncie3 th^it ad: ■inir;tr:^tors 
T:3ay ^;eed if they*:*^^ to be rule to perfoy::) i,oll in the erier^^iny rolo::j t^\)t I foraee cr>rn.ng 
into bej":v;» I don^t \/^-.nt t:> -r.n^\lyrie ov clarsj'ify t.l:(>}*e cor^rot^^ncio:? tociay. i.'^i:.her I'd li'io 
to ^^orlvrall:^o :bout, r:.nd then ^-^ake no^'o concrete, k(^y do:"icicney. After ti)at T*ll tahe 
a little tire to e;-:plain in r;or..e detail an opportiinvby for develop 'in^^ 5ipeoif ic co;;:?^:; !:oncie?:> 
that co:*Cf* fron t::n ^ro^'k of no!;'e of rrj collea;^uo:^ nt the ?':r • cat Lal^oratory. 

^:rJa^ ^^d^•ll'ii::t'r^^^to:■rj ur-o t;;?*ee ir-rx^rt-iint concop?'.- as iP t)K'y •.■•ere (:yvi^iiV.i\^'o ?nea<^ ri-V' 

ad.:ini:-tratlon, ii^iiviy^ry^nty r.nci leadorohipr But I tiiJnlc th::r.:i ?:ro ;:?!*.arp ('i'vl;inCu;iona -xii/n^^i 

the:^v thro'^ co^ica-ijtr; \?-iich :-.:.iat be r'dn i:,a.lried. If \ro can ;;cprrate tboti. sh^:n I. th:-.]]]: 1 can 
point to tiie rwnor kind:; of co:.ax.^t-.nK!lo3 tliat need to be developed or ti-eji^: ('honed-. 



more - 



ERIC 



Hemphill - K 



Let M siiggest that administration and leadership are autonyms, rather than synonyms • 
When you lead, you introduce a new structure or form into the activities of an organiza- 
tion or group^ VJhan you administer, however, you're carrying out, with minimum devia- 
tion, some already-established structures or forms that control the activities of 
organisations or groups • 

Leadership , then, is actually antagonistic to administration since it replaces well- 
ostablished procodwes with new, untried, perhaps imknown, patterns of actings There- 
fore, acts of leadership generate problems for administrators. For that reason, they're 
likely to be resisted by most smoothly-functioning administrative set-ups. 

If you agree that there's conflict inherent in the differing natures of leading and 
administrating, you'll see one explanation as to why schools are often accused of re- 
sisting change and renewal. Try to introduce a major new cvirriculimi. Try to move from 
one king of school organization to another. Try to adopt a new method for inservice 
staff development. Try to use a new kind of technology. Any of these acts will impose 
new, and possibly different, demands on school administrators. 

You know, and I know, that if support is not available, a significant change in 
operating practices has little or no chance of succeeding in yoitr schools. Also, you 
know that such changes reach into many areas that aren't related to the specific 
iimovations. When you change or renew, you put extra bua'dens on the shoulders of 
administrators you're asking to support the innovations. It is very rational for an 
administrator to resist these extra burdens, since the change is likely to upset his 
finely-tiuied organizational struct\ire« If you look at the proposed innovation from 
that administrator's viewpoint ^ all you can see are problems and trouble o 

Let's return to leadership now. It's the way an organization adjusts to its ever- 
changing extormil environment, I imagine many of you have read John Gardner's 
thoughts on the need for organizations to provide for renewal if they hope to continue 
to serve their clients and to maintain their status. 

Yet when we look around us, we notice that schools in particular have continioed to 
hold on to older, vcll-tested, but inappropriate structures. So much so that their 
clients are now {:>houting for radical changes. Schools Ejugt survive, but it's anyone's 
guess how quickly the needed changes can and will ba madOo 

There's a real conflict between administration and leadersiiip, I certainly hope 

none of you here todajr sees himself as strictly a school administrator. For if you do, 

I think you're in deep trouble e 

Tliere seems to m3 a way to resolve the conflicto Between and above loadersMp and 
and administration I place inanagoment*. It involves blending leader sliip £1x1 ADMINISTRA«. 
TION to accomplish organizational objectives and goals, A blend like that demands 
dlfficiOLt decisions and actions by the nirjaager. He must determine when, whsro, and how 
to maintain an erdoting structure or replace it with a new one. His decisions and 
actions mi:st flow from the objectives of the organi ligation, SoJ;:otimes he niu.st resist 
the temptation to change j oilier times ho must lead toward chaiir.;e» Sometimes present 
strux^tv^res must ba made stronger; other times they must be replacod if the organization 
is to succeed o 

Now we've conra to my major generalization* There just plain isn't enough manageavent 
cpm)x^t.c nqy , available in terms of the need for that ability. 
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The deficloncy, in part, niay lie in the fact that the average executive has been 
taught to feel and act as if his proper role is that of administrator • AASA shotild 
becojue A.\SM - the "M" standing for manageiaent, of course. School clients are pleading 
for mnagenent, including the right proportion of leadership* I don't tliink they want 
the personnel who op'-jrato their schools to continue to be preocciq^ied with bureaucratic 
adininistraton, 

Let*s look at the competencies one needs if he^s to function well as a manager, rather 
than adndnistrator. Much more than adniinlstracor, u jna2A£2r concerns himself with: 
!• The forces or conditions outside the organization that affect its ability to 
reach its objectives, 

2. Explai.nlng and coiumunicating goals and objectives to organization members 
and to outsiders* 

3. Examining, reviewing, and comparing present practices and procedures in 
terms of available alternatives, 

Am Allocating and conserving resoinrces that never seem adequate to meet needs, 
5. Planning - especially lon^^^rarv^e planning, 

6« Evaluating the results of operations in regard to the achievement of objectives. 

Administrators do parts of these tasks, too, but in p; uch lesser degree. And the manager 
is concerned with, though to a lesser degree, the major functions of the administrator. 
The adiaini stx*a tor focuses on: 

1, Carrjdng out estaliished procedures, 

2, Controlling acti\dties of organization members, 

3, Resolving conflicts ^ 

4, Assuring com^pliance with rules and regulations. 

5, Setting up schediiles, deadlines, routines, etc. 

As you veil recognize, the differences arc mainly ones of emphasis. You toow hotter 
than I that the rrianager "can^ t forget rules and regulations and that the anministrator 
is often concerned about goals. But everyone's energy and txii-o are limited, so the 
focus on managerial and administrative tasks tells you which is which. 

Now, you may vjrII be asld.ng, how can school pei'sonnel acquire JvanageriaJ,. cpmpetencie^? 
There tire beginning to b3 many options and opportunities available to anyone who wiphes 
to i)j!prove his r:anagerial CDi",j:;etoncies, In fact, the Council for Educaticr.a]. Develop- 
ment and Research in VJaslxLngbon, D.C», offers a catsilcg that cites a goodly number of 
options you m^ay want to look at or try out in yoiu'* schools o Your own organization's 
national Academy of School E:x:ecutives is anotlier major resoui*ce. 

But for now I'll just describe one prxt of the work in progress at the Far West 
Laboratory that might contribute one set of useful solutions to problems we've beeii 
talliing about here,. 

This prograja is called the EO.ucationol Management Program, Its staff recognised at 

the oi^tsct thrit the total problem faced by school managers is so imirtonse that they could 

tackle only one p£irt of it. 

So th,oy have n?irrovGd '.heir focus to developing and ficld-teL'ing, for you-trairdng 
TosovrctB to prepare r.chool personnel to mal:e more effective I r^ti-uct joncj^j.^ decisions. 

Our staff first looked at all the literattire they could find on educatiorjijil management 
and accountability. They decided that the ndnirfium essentials of an accouuta b: lity 
management system would iriciuuo: 

1, The system explicitly assigns responsibility for jjorf ormance, for pravidd.ng 

required inf orm/^tion, and for accoptiiig consequonces, 
2i, The system is responsible for revealing v.'liat it does and how it does it 

more 
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to all interested parties, ir)clujciii\g pai^ents aiid taxpayers* 
3» The systom iirovidas for setting objectives, for selecting procedures, and 
for ev{.>2uation. 

The system has a biiilt^^in mechanism to modify itc operations and to monitor^ 
control, and evaluate its own activities. 

In chort, irstructional Kianagement, to take our example, must be carried out so that 
it j.s rcspoiiwsive in an accountability sense to the social system. There must be nego- 
tiation ar:d coinnrardcation ai:;ong a variety of parties. The work must be understood^ 
accopted, and siir;ported by a^JL. key participants, Coimunication is needed to estaliLish 
and maintain the syst^n^ to resolve prohlej::s and improve negotiations, and to pro\dde 
information to everyone interested in the instructional process. 

In order to provide usefvJL inf orF^ation^ of course, thoro ai^e important technical 
procedtires like neaciironront, and evaluation, v:hich can*t to overlooked. But we can't 
lot th.oiD doMiinatti the domain, or everything vill become rl{^id and un\7orkableo I'^ien 
vo tl'dnlc about mnap-enjent accountability, we must instead tldrJ: first in terms of the 
broader ^j:?^^ of education and of society. Than later ve can thinl: about specific 
plane, schodiU.oa, funding, staffing, tr^aining, and so on. 

I don't war;t to take the time to review the research base that ^inderlies the Laboratory's 
v;ork in this area. Soris years ago, with two distingi.iished colleagues, I was involved 
in studies of relationships letveen personal vralables and adjriird strati ve styles* 
Our Ttajor objective was to learn how one might describe the differences in the effective-- 
ness of the perforniance of elementary principals. 

V/e created a sin^jlation that allowed different principals to meet the same problems 
in the same settixigsj wc were able to observe them systej;iatically so as to recogid^-e 
their different perf omrmcea. The ■ simulated school was called Whitn::an Schools It \ras 
based on a real school ^ yiany of its proble.ms wc»re di'avn froio that real school * Tv/o 
hundred thirty-tvro princip2ls served at Wliitir.an School dui^ing weolis of assessmento 
They perfornied a variety of tasks. These included: pi^cpfa'inj^ short articles for the 
school paper; resolving personal coni'lictsj nakiiig currioidriiu decisions; and handling 
a le-Tg.^! vwjriety of probleins presented to them as in-baskot iteris. So vo required the 
principals to carry on tlisir work in a standai^dizcid setting. We also collected i.o- 
formtion abr^ut theia as people and about how they were regarded by thoix^ own superioi*^» 
and by the teachers in their own schools. 

Vihat did we learn? When we looked for significant patterns in the responses^ of the 
principals to oui^ sinulatlon items, ve cxtractiid tvro general factors: "preparabioa for 
decision versus talcing fir-al action" and '^ej^ioimt of work rtorio in handling items." 
V/e had anticipated the '^^i::ount of work" factor,. Among o\rr sa:riple, the niost industrious 
principals did four tir:j:;s as rnuch \7ork as t!ie least industrious in the sair^e t^ount of time. 
High work output seeias to characteriice better-yjrepared and ir.oro aLle principals. £ut 
large vo3.uiriC;s of work did not necessarily inaic^xto that the principal v;ould be we3.1~ 
regarded by bds suporicrs. 

We found a \\\ovb significant set of relationships when wo lookod at the preparation 
for decision factors. Frinoipals wlio eriplvasi^i^ed proptiration for decisions in thf^ir 
v.'ork and who retistGd thrO temptation to act Iv^.v-tily v.'ero also principals \)ho earned 
high ratings fror.i superiors in their home schools. Thoy \.'oro tetter })ro]>iired profession- 
ally, as slK'im by tests of foneral and pi^ofossional kno'vdoof.:.'^ « They cored better on 
tests of i-easoning, were t»bov3~vaverago in flu'jncy, and v/ero able to master new iriat'^rials 
quickly. Th^ir valuos and intorosts tended to focus ir.oro ctron^^ly on tjie educatioi.'i'J. 
needs of pup:i.ls,, They could tetter ur:derstand the cor.plox r.atuxe of individual scliOoD, 
problei^'Ci. Thctv noro frcfiuontly recognize the need for furlhor infornuvtion fjcfure 
taking ac W-OHr 
Q raoro 

ERIC 
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Oiir study alr.o identified oitht additional style factors. They vere: cxchanginG inforxoa-. 
tion, discussing before acting, complying with sucr-estions, analyzing the situation, 
maintaining orf-rani^aticnal relationships, or^e^iirdng work| responding to outsidern, 
and directing the vork of otliere» 13ui, the mjor difference?? in performance ariong 
principctls can be described basically in terms of the aiaouni of vork they accoraplished 
end the emphasis they placed on malcing preparations for future decisions or on tald.ni; 
iiniriediata action on their problems • . 

I hope that, vithout going back and reading that study, youMl agree vrith ice that 
sldll in prepai-ing for decisions ic a raior ai*ea of coinpeteiicy for succesDfiil cnnajje- 
raent. There ere other ct?adies that cleiirly r^how tliat "preparation" and "consxiltaticn" 
behaviors of school inanaf^ei-s are vitclJ^y important in all aspects of plawiing. And 
more school pe^-sonnel r^artioipate in curriculnj^i plannj.n^' than in any other decision- * 
making ai*ea, That^s why tho Laboratory decided to focus on developinjj iraterials to 
provide the ba?.^ic sldlls, Icnowledge, aiid attituder, needed by individuels and groups 
vho ai'o involved in preparing for instructional decisions • 

Let's S})cnu a fev; rainutes looking at a filmstrip that describes some of our dewloped 
ciaterisis^ (lights out ~. start projector, etc) (Insert A. attached hereto, will be 

used if fili^strip is not available) 

I i/ant to emphasise that the Pjlt:HTT^in,1j^ training luaterials — 

and the other packages that vill ho released later this year — deal dire citly with 
reJ- problems in instrvctioral plan!ilng» T oachcrsji pi\incipals, cui^rlculx^m specialists, 
and supnrinte indents (veai-ing their in;;tructiona3. leadership hats) vork tog*^,thor 
on ccvTj^iori probleins. In doing tliLs jointly, thoy viH find that the attitudes, motivation^ 
end tesic skills needed to function accountfibly vill bo developed and j.mproved.. 

Rer>:jn}be.r that tiioso are not quickie, one-shot coufses, but rather a fj.e>rlble, intsrv/ovon 
cet of rigorously fieldi-tested riaterials that can px-ovide you with a full-scale in- 
ijervico training progrsm. Or you can encoiarago a neai'by college or ox'tonsion division 
to uao theiii as resources for both prescrvlco sjid inservice vorl:» 

I vron*t go into t);c content of these nanagcmont training jnatorials nou, since I've 
broa^rht alony so?rie f older ^= that describe thein rcaf.;onab?^y v;ollc Tho ones that aro 
ready nov deal ;dth: settiiig goals, o,naly3ing problens, and deriving objectives* 

Three nore imits vill.be ready about Dccferuber 197A: designing instructional prograns, 
planning tho in:»lei.v:;ntatlOi7 of prof^Tc-.TriSj and cricrtaticr.i to p?.*ofiram ev^lTiation* Each 
of tliCse six training uiutr^ has gone thi*ough a full-scale doveloptnent cycle that in- 
cluded field t^psts \/ith r.ar.y school rrr^nagers in California and olscv/here* Wc don't 
ciiitpny slap together a package. We bu:lld it slovrly. V/e carefully evaluate and reviso 
as ve go along. 

Let iiio add one other ccrrj^ient* We have severiil of your A/iSA colleagues on ovr Board 
of Directors If ^ at any tirris, you'.ve x'eluctant to vrite or phone me directly about 
jiy veiT.arks tcdr^y — or al:out ways yo\i tliink wc can vrork clori;oly top.cthor in tl:io f utva^e- 
I ))ope you Ml feci to coirTiUuicato thro\?f;h thejii to us* Glenn Hofi;ri:an, Virgill 

Hollxs, Dan Petersen <t H\i£:h Livingctcn^ Lcrue Wjnc:et ~ tho::'e and ochor active school 
aOi;dpistratorr:-help to jTL'ike policy for the Laboratoryc So vjlicn you read ccr Annual Report 
wiilcb. \;ijJL bo r-jacij in a few weeks, or trj' one of oviir products, axid you v^mt to givo 
us feedbaclvyve're eager to }]ear fron you, I svrroo^se v.'hei''e v/c^ have jnovod together can 
bo sirrrrf^.d up cio a plea to AASA to hx^coiiK; A/iSK» I hc^j-o Kiy ^or,:tuontv, have given you soino 
points to art*u^^ about or to question in the tiir.e that rem^jins today. I J)ope you have fcvir^d 
this a "ti]?/j to got'Tather than a »^ti]T:0 to losc'M entit].cd by ta:i)c "A Tijue to lv^ni;go'',but 
clearly now it is, for ii;e, a "tiirie to keep s.1lcnt" and to give others a "tiDie to spoak#" 




